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© DEC. g 1977 N

MEMORANDUM FOR: Deputy Director for Science and Technol.ogy e

SUBJECT . Review of P§PD/OL/DDA Micrographic Consolidation’
Recommendation B - .
REFERENCE : "Summary of Recommendation for the -Consdiidation of’
i : Micrographics",. dated 16-August 77, OL-7-4495, from
C/P&PD/OL - - . T -

1. We have reviewed the referenced micrographics consolidation staff
study prepared by PGPD/OL/DDA and have concluded that this study is a
good analysis of the Agency's micrographics decentralization problem, but
over-simplified regarding the NPIC aspects. : -

2. The facts and figures concerning NPIC are accurate with one
exception --"NPIC has—a-T/0~6£5iX,-hot_seven, micrographics personnel.
The supporting evidence given in the report suggests that a consolidation
of the micrographic activities would permit significant savings in
manpower, space, equipment, and operating costs. However, in our opinion,
the report concentrates only on those factors (i.e., manpower, space,
equipment, etc.) to which a dollar value, personnel count or floor space
footage can be easily affixed. It does not take into account the many,
equally important, but not so easily measurable factors such as:

- additional support requirements for the coordination,
coentrol, packaging.-manifesting;-mailing, and-Teceiving-cf-the
materials to be sent daily to P§PD/OL;

crondsmptionof long established.and-stoothly. operating,
micrographics production=Cyclesi— T

- lo?s“;-ofigzﬂpg@i;lggy;;gggrgipen% NPIC's micrographics
priority requirements;

. - .y . ":_"':-.._,__ g
- a reduction in NPIC's ability to respond to.umique-
problems; ' ST

ot L T

-“%z?éﬁﬁEfion~1ﬁ:N?I§§§i§bilityfxoﬂplan,;manags$ggg;;ggggrat¢
its own micrographics future support requirements with other
existing requirements; . :
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. - additional materials handling _time caused by heavy

ifPacE ot TMCTO praphics shipping and receiving workloads;

.. --SUPpOrt requirements to maintain NPIG!s=inchouse=national-—
Sicfoform master file._ : |

All of these factors must be included in any NPIC micrographics analysi
before a clear justification for consolidation can be made. :

2. It is evident that the above-mentioned deficiency resulted mainly
from +he fact that P§PD/OL proposed this consolidation without any
coordination with the affected components. This resulted in over-
generalizations and failure to anticipate many support-type problems. We
Tecomnend that a coordinated, in-depth analysis be made which-would allow
for a more thorough Teview of the various service-assumptions -and trade-offs
that must be considered before the actual cost and advantages of consolidation
can be determined. ' '

4. An example of one of the major problem areas not mentioned in the
report is the additional control/support systems that would have to be
implemented for consolidation. We-estimate_that two-additional-people-would
be neededin—the-NPIC. Tegistry-area to-maintdina-central-Control-point-for--=
the task of manifesting—eontrolling; packaging;—and Tonitoring—the—flow-of7
SEteTial to and—from the-Micrographics—Center-in-P§PD. The manpower estimate
is based on a daily volume of 550-600 documents (including both incoming and
outgoing material). In addition, we would need one person to maintain the
NPIC National Micrographics Master File. This would mean that only three of
our six people could be transferred to PGPD. : :

" 5. Another major concern is NPIC's role as a national center and its
associated responsibility to other intelligence commmity organizations.
To meet this responsibility the NPIC Microform Section must: -

- provide timely high-quality micrographic reproductions of -
all national imagery-derived exploitation products; '

_ . maintain a master microfiches file .of all imagery-derived
exploitation products; ‘ ,

- provide for the timely micro-publishing and dissemination
of microfilm copies of imagery-derived products to members of the
intelligence commumity and| B

- - provide direct and customized microfilming service to
all NPIC tenant organizations.’ '
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“T6. At present the NPIC Microforn Sectmn spends about two- thirds of : !:';3
its time supporting NPIC micrographics requirements. "-The remahdnq one- S 5
devoted to servicing the reguircments of Ni o

" meet these irportant responsibilities we would have to be assured that no -
'mlcrog'mphlcs service degra.dation would msult frcm a consolidation.

lr-v e T - ""' o

7. In surmary ve are not op:posed to a consohdation effort m.th PCPD
if it can be pmven that' :

o L.
-.;,,..-.‘ -

e "'-"-- a consoliénticm uould provide' thc same level of tirzely and
: hlgh-qualitx service to NPIC microg:rap‘ucs users_that is presently

. Lua e g ek me e

.. .—-H-.‘\ .

would be met withou’c degradatipn of sx:frvice"

o : The refercnced staff study does not pro*nde suffmiesnt argumnts or sunportmg iR
" data to assure that these needs will be met.--We stand ready and mllmg to R
work with PqPD/OL in determining actlml cost savings. :¥piiir LR
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HMEIORANDUL FOR:  Deputy Dircctor for Sciznce und Technology

-ATTERTION : Ixccutive Officer/DUSST
- . ™
SUBJECT + Micr

ation to Consolifate Agency

Merorandun for Acting DDA dtd 16 AU" 77
(DN/A #77-5486)

REFERERCE

-~ 25X1 i

1.[::::}The oSy is firzly opposed to hoving 1ts
oxisting microrrapaics resources censclidaied and cen-
) P S - ~ PR R P ey ay 1
tralized in an overail Agency facility a2s vecommended in
- _f‘ - >
tie rcfcrenc'. Our rcasons are twofold:
2. ' The OD4E couirpnent and efiort 1s éireciiy
related to andcompatible with imdusiriszl contraclor
ecguipncnt and records. It would be counter-produc-
tive to divorce D5SE from this direct interface and l
> T3 3 2 A= i
hipghly specialized activity. |
[
- . i
- b. There would be little if any ODEYN resource i
contTibution tc a centrolized Agency focility. : |
(1) OBJE's three (33 picces of eauinment
vare purchased with Hational Preogram Tunds anc
grc subject to Haticnal Progran disposition.

A -!rfrﬁ‘

R . .
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S to CoOFWsolidato Agency MICTOETAps=1

2 In summary, we ‘belleve the uniquencss
. 1 rfaces with industrial con-

£ ouiy roguircrents and inte C . tx i
Emctor facilities, the comparatively small size oxr our
ffort and our inability to contribute to an @gcnsy
 eource. ing case for tne statis

rosource savings make @ compelli

quo.

cee— eegnZilo Tl Execetive OfZicer .
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8 December 1977

MEMORANDUM FOR: Director of Central Reference’

FROM o |
o Chief, Document Services Group

SUBJECT : Conso]idation of Micrographics

REFERENCE : Memo to Acting DDA fr C/P&PD & C/ISAS dtd 16 Aug 77,
. Subject: Summary of Recommendations for the
Consolidation of Micrographics

1. This memorandum responds to the joint ISAS/P&PD proposal to
consolidate all Agency micrographics functions as presented in the
referent. :

2. 1Initial observations (discussed in subsequent paragraphs) of
the joint paper are:

1 - » B -./_:—-rq-" «
a. The proposal is based oq:gnjpﬂﬁdﬁﬁ;g§§3g2§1§is in regard
to service and quality.

b. Data listed as to OCR manpower which is devoted to
micrographics actdvities=i¥-eérroneousi-cited equipment costs_are.

qist-eading,
L Edl 0

c. Estimated savings are considerablyceverstated.

d: _Staffing of the proposed consolidated organization is
unrealistic: Koy 04N OCR MaKE TNIS JVOSHENT,

e. A management plan for the proposed organization is not
included. '

f. The proposed consolidation interferes with work already
underway for—ABSTARs=aninterdirectorate—program of considerable

‘magnitude. ﬁ¢4X~,“Ard) T 1
oo

g. Known disadvantages of centralized managemenf are not ¥
addressed.  TNE PAYRoLL CENTRAL SYSTEM Ho&KS
' 2
h. “Obvious_alternatives to jmproving effectiveness/efficiency
have-not-been—explored. ~ ¢ pzeric-/ 7
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| SUBJECT: Consol igt'a'%ion of Micrographics <

3. oOverall, the=shallowness=of. the study,-its commitment to a

NOT™ IN Npmpreconcs_aivec} solution, and its disregard of the *fnown~disadvantages of
=y v centralization and their associated costs fail to support the paper's
T™HE Nec’ommenda tion. Mar:‘eoy;e,t::imbﬂ:emenraﬁ:oﬁ:ﬁf_‘iftﬁ.’é‘-‘-ﬁ?t-a-n-eould:stjﬁgiep MW

epft g® present=impetus= _t‘owar:d-the:wjﬁeruuse.oj-mi—er.af-e-rms—te-ne-pqaee-p-apgﬁ
{g_qp}c',‘:dr:eyten-dimini—s-h-«.‘bhgjf_eve.-1~'o—f4-suppior‘t~be—1'-‘-ngupr‘:bjf;i-d-ed-to-mago.rj
gntelligencezprograms. e N

4. The following paragraphs discuss the observations noted above.
An alternative recommendation is presented in the final paragraph.

Service and Quality

5. Assumptions listed in Section II of the P&PD/ISAS study state
that a consolidated micrographics operation should provide the same
Jevel of service to users that is presently available, and permit -the j
production of a more consistent higher quality micrographics product. 1
Both assumptions run counter to centralization experiences in the
business community as well as to OCR's own experiences with centralized

2 ervTCee . PLUASC porvIDA IEXAHPLES \
| 6. OCR's experience with P&PD support in the past reaffirms the M
premise that service (turnaround time, ease of access to the service, ~ i
proper handling of priority material, and locating and retrieving ,ﬂ/ﬁ("” N
_ material in the production cycle) is optimized with non-centralized M%Q
»ila

© facilities. In September 1977, for example, more than=35%=6F=tRE=jobs .
H ané::‘% ' sent*to'P&RDAweneure—tu-nned»-o‘n:tjnl-e:av:en‘:?g’e:c?f‘S**d-ayAs-i!*a-t& Average e Frvv M
TINE . turnaround for Computer Qutput Microfilm (COM) jobs (where P&PD acts as ;o . N
the central organization) approached gl=7/—days=versus-a —Sstanding=l—day> M"’ 1

requirement. Failure of P&PD to meet requiredcguajjicy,(ﬁf:ifmage) Tevels” w&g
B resulted in delays of ascleng-as-/—days. ¢

OCR Manpower and Equipment Costs

7. Attachment A of this paper 1ists the personnel resources within w&g-
OCR which are involved in the filming.and processing activities to which w$
the joint paper is addressed. In summary, OCR employs 13 people (excluding y
part-time employees) at an annual cost of $149,000 rather than the 20 @&
persons (at $299,000) stated in the joint paper. The joint paper lists |
the entire T/0 of OCR's Microform Processing Branch (OCR/MPB) without
taking intO»consiqeration the functions of the Branch which are beyondé/ ﬂ77
the scope of the proposal. N

R,

8. Although equipment is not 1isted by cost, the paper implies
there is a significant cost outlay for rental or maintenance. A1l of |

-2-
L ] LI Y y r - ~ ;
[ T e Rt Ly L= [Nt b | :
e e 2 - FAE-SIDEY L c ]

Dosr & L. L s - -
CremBicidor o T Nmns w e Liefome Wl L VIE R '.‘---.J

Declassified in Part - Sanitized Copy Approved for Release 2012/11/01 : CIA-RDP10T01930R000100050029-3



‘e . . - 4 !

Declassified in Part - Sanitized Copy Approved for Release 2012/11/01 : CIA-RDP10T01930R000100050029-3

SUBJECT: Consoliéﬁ{%on of Micfographics

the OCR-equipment—Tisted-is-ewned-and-maintained by OCR/MPB's technical

staff. Not listed are two static eliminators which cost $45.00 per year

to maintain, two punched-card devices (for use with aperture card

preparation) which are maintained at a cost of $2,000 per year, and an

MTST device (used for fiche titling) which is maintained for $840 per

year. In summary, OCR out-of-pocket costs for maintenance of filming/pro-

cessing related equipment total $2,885 per year. . ' . s
g quip $ per y wawmﬁwm‘;

Estimated Savings

9. Estimated savings presented in the joint paper, as related to
OCR, are considerably overstated. Although manpower savings by unit are
not addressed, the total savings of positions (incorrectly calculated at
21 though it should be 19) and personnel costs ($306,000), reduced by '
the amount.of the error discussed above, would result in an estimated
savings .of 12 positions at $156,000, even without considering possible 7
errors in the staffing and costs of DDS&T and DDO. '

10. As correctly noted in the paper, OCR, in cooperation with
DDO/ISS, is in the process of planning for the installation of ADSTAR,
an automatic document storage and retrieval system. Following the
initial phase of operation (during which 3 years of filmed documents
will be converted to the ADSTAR medium), the number of OCR positions
presently devoted to filming documents will be reduced by 4, further
reducing the potential savings through centralization. Additionally,
the ADSTAR operation will gbviate the need for the bulk of thgﬁ§24§§§~in

maintenance costs cited above.- - 7 MiILLIoN stovl)

11. Omitted from the joint paper were the new costs which would be
borne by OCR (and presumably DDS&T and DDO) in a centralized environment.
Such costs would inciude those associated with the added—handTing-ef-

— 0\

3 iy y I B S, o BN o T A e
t;ﬁnnymenzsHon_mJcnoﬁgfmg;;ﬁééagazkeep}ngﬂfunei¢onsﬁjamdgcour4enms€Tthe»* : \

to and from the central point of service. This &ould involve at least O&b i

one staff position, possibly two. Attachment B of this paper details uwkymf
needed revisions to the savings cited in the joint study. 0WJV;0yw”“”

Staffing‘of Proposed Organization A |

systems development in the Agency. The paper notes, h
three systems analysts and the—=single.mai 3

_located in~separate.staffs outside of the production.orga

“"an arrangement begs clarification-of-their roles with respe
activities, lines of communication, and the prospects of their assignments
to duties unrelated to micrographics.

X HosT RQuip MAINT CAN B Poli B\ VENDRS CHERPLE-

THAN 8Y A STAFF ruPuV;,'z.
Pttt Peeamel Den Tl

- At anmo "
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SUBJECT: Consolidation of Micrbgraphics

13. The proposed micrographics system group would perform essentially
the same duties presently being split between P&PD and ISAS/MPB. How i
new systems initiatives (such as analyzing new or extant intelligence ]
programs for added micrographics support or the development of micro- o
- graphics systems) which are to be launched from the central organization
without an increased staff is not addressed. -Formulation of ADSTAR : - i

A ONLK’ specifications and the evaluation of bids, as an example, required

approximate three man-years of effort by micrographics specialists. |

ﬂ 20 \, pp y y y g p p M’M/ lef‘/’i :
' l)/‘l‘” wv"

k‘l"{ VJ &gﬁ‘é‘“ ‘}

vz !

F&QRM“ 14. Also questionable is the inclusion of but one maintenance &
‘ position for the volume of maintenance work which will be required for ﬂ,w"
the consolidated organization. OCR's maintenance staff, as an example,
responds ‘to~some=50=service~requests=per—mon th-on—filmingrand-processing
equipment and the various document viewers (and viewer-printers) used’ by A
OCR. An average service call of 2 hours to accommodate this relatively |
small inventory would leave less than 4 man-hours per day to handle the
‘\lz MRYY  balance of equipment operated within the central organization (in four f
MNNT‘USB separate buildings) and the mass of viewers and viewer-printers located '
throughout the Metropolitan Washington Area. _

_ 15. Another questionable aspect of the proposed staffing plan is L
that of the management of the production facility. Production would be -
managed by a GS-13 manager, assisted by six subordinate supervisors. The
manager's responsibilities would include the management of all production
activities and the supervision of 55 staff employees and 30 part-time
employees. This total of 85 persons would perform their_work in five
Jocations (in four different buildings) on a three-shift basis. While uqu
this may be appealing from a reduced-cost point-of-view, it does not
appear to represent a practical means of managing a dynamic, fast-paced,
and important activity.

16. Perhaps of lesser importance to the scheme of things is the
joint paper's recommendation for P&PD management of personnel working in WD
satelljte locations. - The proposed centralized organization does not ° 1’
lend itself to fostering the career development of the production (,)J
employees. <The<typical=production=employee—in-0CR5-for-example; iS a___
Ses=03=0r= Txyoungzzunskitled,. is-but-moderately-motivated=toward-mi cro-_

graphic production, .and has career objectives quite-apart-from-oppor= | v‘]W

—tunities=in-thezmicrographics=fieldr Components such as OCR, however, &1/’/
“offer opportunities for varied assignments, and higher graded positions " 4 :
often leading to. paraprofessional ranks¥® Except for the exceptionally /{v{
motivated individual, the consolidated organization would tend to limit _
career development to micrographics production positions, fostering-lows /

E:E;[‘;Qgﬁﬁtj;let?—'?fﬁ:ﬁ"i@h:gmpﬂ‘oye,ﬁ;tuﬁnO'Ver‘. ??' ;'/u/ Po yrv KNow D L e
PRov DL EXAMPLES 2. KENNN |

-4-

: J - A
[ IR BTN L SN ¥t Tl O
A R - . ¥
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SUBJECT: Conso]i%ﬁtion of Micrographics

Absence of Management Plan

17. In that the thrust of the paper is directed at consolidating ;
the micrographics function, it is unfortunate that a comprehensive 7
management plan was not included. The study apparently did not encompasiﬁdﬁﬁﬂw\
an_examination of “documents filmed, media produced, or-the specialsy "
q?eeurififfﬁgggiigg:aﬁd:ﬁ?iﬁrijyztggujfémenfEfE?ifﬁé“afféctedwcomponen§§55ngﬂg
all of which are vital considerations in determining the feasibility of
a reorganization. As is evident from the preceding discussion, staffing
and management of the proposed organization appears tenuous, while ;

ot 1

@yd

* operating-methodologies Femain-vague.

18. How would the work flow be managed? What are contingency

p;gg§:fgn1§tgyjﬁﬁx:jﬂxm5:jnztﬁéiEVEﬁt:of:téﬁﬁﬁ?iﬁ?%ﬁxﬁﬁﬁngiox:egQigmgnt? . F
problems? How would special filming requests be handled? How would o v gl
priorities be guaranteed? To whom would the customer turn in this mega- ' “}hﬁié
organization in order to inquire about problems, to temporarily retrieve A

documents in process (iﬂigpden;Io,nesgggg:§o~an¢inte3ﬂﬁgen§g;$m§£w§435),-
or to acquire additional micrographics services? ~Obviously, the questions
unanswered by the joint proposal are many.

ADSTAR

19. ADSTAR, a computer-based microform system designed to meet .
document storage and retrieval requirements oftOQ&thDG3 and Project 7 lom
SAFE, is currently under development by a commercial firm for de]iveryju%ﬂb wh
beginning in August.1978. ~Representatives from DDR;.DL,_Project;SAFE,AhU!e;fp
OCR and DDO have already begun preparations for installation of the : Lﬁ’
system. These actions include site preparation, ordering supporting
equipment (air handlers, power provisions, furnishings), developing
procedures for conversion of microform holdings to the new medium,
developing staffing plans for the new system, and arranging work stations
and/or duty-assignments to accommodate the initial conversion and
parallel operation phase.

20. Optimal use of ADSTAR depends on its colocation with Project
SAFE and other key OCR functions. The location of ADSTAR (and its :
relative distance to various document handling functions), the equipment
on hand to be employed in the coriversion phase, and the personnel
resources available for the conversion and implementation tasks were
listed in the solicitation document for prospective bidders. Accordingly,
| | the company awarded the contract, based : STV¥T
their planned configuration, work schedules, and their bid on the environ-
ment in which the system will operate. Obviously, changes to the lTocation
of ADSTAR or to the availability of other stated resources will require

‘majorchanges=to—the|  |conmtract-as well as the-current-GSA-Design=—  STAT
Services Contract for Projects SAFE and ADSTAR. OJL¥b®ﬂ%b f ~j19
- oCTR i ©
N S - b Tt

. y | w0 ¢
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- SUBJECT: Consolig§%ion of Micrbgraphics

MY

[ !
G procsssing g
21. Arguments for centralization of \g§g_ggggg§§%g’ activities are” - y*ﬁ
wr

generally“baSEdWonwADPAtTEnds of the mid-60's, with reduced costs or

L i

T mg'*%*”@“”ﬂ“vgii

Disadvantages of Centralization ‘ 4ﬁ£¢dfgg»éﬁ ,éP I
|

|

. centrally controlied costs cited.as the main advantages. The ADP

possibilities of shared software, time sharing,:and centralized.technical
support gave promise to the possibility of achieving "economies of

scale," i.e., less cost per unit of processing. Industry-wide, this

cost advantage was subsequently discovered to be offset in many situations
by increased bureaucracy, 1ine organization hostility, compromised
systems, and reductions in service, quality, and (most .importantly) user
control. When the intangible costs of (a) managing large, diverse
functions, (b) red tape associated with obtaining needed services, and

(c) the inability of the centralized organization to meet the specialized
needs of the users were added, real systems costs of centralized operations
outweighed those of distributed systems. ‘ ‘ZJLkb oo !

'22. Agency micrographics operations :axeanotuumniiikegthe, distributed
systems of ADP. P&PD acts as a central processing facility for most
components -of the Agency. - Components-with -high volume, special handling
and/or priority requirements hayegsmailigspeciializedaprocess;ingeshops
controlled and operated by the individual components, while receiving
technical guidance or back-up support from ISAS/MPB or P&PD. The
individual component-controlled Shope~are roughly comparable fo=the ¢
BPETaTIoN Or¥a%niniCompULer TN the ADP®worTd. o A%%;Q&gﬁzgff

23. In addition to the inherent difficulties of managing a large
complex such as proposed, are the overhead expenses necessary to equip
and staff the organization to meet demands of peak loads (peak loads and-
Joad variances increase more than proportionally with the size of the
operation). - In brief, a medium-size central operation and several small
Jocally controlled operations, as presently exist in the Agency, provide
a2 ST UGtuResfOramaXi MuMeprocessingwehificiencyes:

24. Additional advantages of a distributed system such as that
which exists in the Agency are:

° Managers tend to direct their energies toward solving
problems of.the programs supported rather than solely. to the
mechanical- nature of the process.- They are also. more accountable
for their operation.

A b, o
Al oA
o

° Projects of a priority nature which may affect perforhance
of_bottom-Iine units can be implemented immediately.
° Project processing can be specially tailored-to the ' ,47&; |
component's objectives. L deer 7
L B
2 G
- =6 i
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SUBJECT: Conso]g‘ﬁgtion of Micrographics 1 : | W, 025
| A

' e L
’ | e o

°© . Component-controlled shops elicit the support of their '(I;J\’/ l
users whereas large centralized activities, separated from user O}'Ty/,,%’,‘rd/ 4
components, become targets for the criticism of their operation.&;«o’%} S
’Nﬁ'c'f‘N me As one proponent of centralization, who later changed his \n‘ews,"}j"o J
. noted in an article in the journal Datamation, peoplesin_centralized~

—_

HNN“ T"ll“ St 4 data~processing=enganizations "are motivated by things other than -

pﬁm“m-w” ' user happiness.” W "(%'@”Z“ (\MS 2
‘ Alternatives e ‘
, e T K

' 25. The basis for the joint proposal to cm(so]idate Agency micro-
graphics i:sith‘e:ned;uc-:—t—i-evn:Of:t'antgﬁbﬂﬁ;expe‘n’sé“s/ As discussed earlier,
however, actual savings would be significantly less than those presented ‘
in the joint study. Go;§it£5’a‘y:i¢n,g::mealsu-res’-d-esri,gned‘:aﬁdm‘mp:]:emem:‘edzby '
each-0f_the individual-cemponents=(with=the=guidance=of=the=micrographics g
systems analysts—in P&PD or ISAS) could equal the real cost savings to W{;

|

i

be gained through consolidation, without_the related_inconvenience-to, ‘
tFe cuctomer=or=thesdegradation-of=servicezand¥quality. A step toward pz‘p i
af\,

this end=couldube=t6=s imply-merge=ISAS/MPB-with=P&PD. Such a merger

would provide MPB systems analysts with direct access 10 a production JeH
‘I”’T Falt? facility and strengthen the technical assistance provided by P&PD to ,M\ﬁwf/ (
Wi val" FleM *Tomponents- involved with micrographics production. | A,\3 y N";)J/ %gfiff s

. . -‘L&_},‘ . ,} !
: : o
Conclusion ;éﬁ.é;“w“& A !h

26. As discussed above, ttangiblezsavings resuiting ?% consolidation
ChouTd-be-minimat—ifzany- - Intangible-coststof~reduced—image-qualitys—
cpoorer—service added-bookkeepings—more=frequent-courie r-services—difficulty
i, _management, loss of direct control ,candzgeneral—inconvenience would -

more~than offset even the savings projected by the joint studz.
& dtnd M08 sk e O M SR Artte g

27. Moreovers—there-aresno=outstanding=problems=witRin=the=Agency~s
mierographics=community-which=are~known=to=0CR¥ Cooperation among

micrographics shops throughout the Agency is excellent, communication
lines are unrestricted, component managers pride themselves on the
quality of .their products and their knowledge of 'the field, 4back=upz=
Ssupport-from=P&PBliszcentral=facility—is=adequate, and=ISAS/MPBisgrole=ins - :
furthering=thezusexofamitrographicssisz=and=has=beens-successtul . A1l i/ ;
of thi sfwcﬂil—'a:bre:-j;egpgméz;ed;by;:con's‘oﬂ:iida;tji;ggr__ ey e TR !
. \____,—K + o) o !

%
o

28. The most critical issue, however, in terms of costs and timing
js that of the status of ADSTAR. Reorganization at any time in the.next
two years would Tave=a=direct=effect on-contractual=arrangements,=schedules,

s=planSy-and.costs.. . A& ( .
p Hoymahid s ,M Q}A/&a/%/—‘ M@,&W( /zM./)y\_ 4?&_,

56, In view of the above, it is recommended that the EAG consider
the alternatezmeasureTrof=merging~I1SAS/MP B=WTtR=P&PD=to~0rganize<a=program

N [he, ' e W%’:J /W//ngjg f"7

- e - . - ~ "_
r__.'___'___',‘!,,}"__, !.,7,.._....,4." "-‘.v’ et | Wp‘m
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'SUBJECT: Consolidation of Micrographics

‘. i i jous intelligence

vide close micrographic support to the vari }
;?'o‘g):gms which have a potential for new or wider use of microforms, and
intensify promotion of micrographics within the Agency.

STAT

Attachments:
As stated

Ld

LIZ.TNS; GeT semiE NIFO o N ”_/3/0””@,,
Ne ﬂ'% CoNSoUIDATED , LHESE, EFFM/Z”D 4./‘/0
SsHLL MAKE MINEY, |
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cer T [ .

| Manpower Savings (as Estimated in Joint Paper) Adjusted by OCR Findings

' ) ' - Number of Personnel
Personnel -Costs
Stated savings ' _ 21 $305,898 7

_ & pelenses

Less calculation error 2

Less overstatement of
OCR personnel resources 7 150,000

Less additional maintenance slots
needed by central facility 2 30,000

i Less additional systems analyst .

position needed by central facility 1 20,000
' " Less clerical position required by
: OCR to provide courier service,

bookkeeping, etc. 1 8,500 ;
: Less estimated ADSTAR savings 4 34,000
j Less additional costs required for :
: shift work (i.e., night-differential) - 10,000
: Net Savings Possible 4 $ 53,398
i
| ?
|
T - v:__-..,___;’v I :-Y}
Z il —es Tl

| e o
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OCR Employees Actually Involved In Micrographics Production

Title Man-Years . Grade/Stegﬂ/ Adjusted Salar 5/
" Branch Chiefl/ : 1/2 13/7 $ 14,584

Technical Supervisor2/ 1/2 12/9 12,945
Production Supervisor 1 9/8 17,387
Maintenance2/ 1/2 ' 10/7 9,313
Production Staff . 10 3/1 to 6/4 : 91,141
Secretary-Typing3/ 1/2 3/1 _ 3,704

Total A 13 ’ 6.5 $149,074

(avg. grade)

OCR Positions as Listed in P&PD Study

Man-Years Average Grade Salary
Total 20 - 6.8 (approx.) - $299,077

1/ Activities of OCR's Microform Processing Branch include hard copy

~ reproduction; printing of microform images; maintenance, service and

fabrication of equipment (other than microfilm processing equipment);
and other information processing functions (e.g., analytical support to.
Project SAFE and Library Automation). Accordingly, approximately 50% of
the Branch Chief's efforts are devoted to manging the filming and
processing activities.

2/ OCR's machine maintenance staff presently consists of three positions.
Duties other than maintenance of cameras, processors, related lab equip-
ment, and viewers include maintenance of various pieces of ADP equipment
(Rapid Search Machines, tape drives, Mohawk printers), power files, and
video and film equipment. These duties account for approximately two-
thirds of the staff's activities. -

3/ The Branch Secretary works directly for the Branch Chief, hence
approximately 50% of her time is. devoted to clerical support-of tasks
which are outside the scope of this proposal.

4/ Grade/step data reflects status on 30 September.

5/ Adjusted salary based on GS schedule which was effective on 30 September
1977.. : '
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12 December 1977

.,1
0w

. MEMORANDUM FOR:zlbépufy Directgrufof Operations

»

CFROM: - ..o .-William F. Dommelly - -~ . - . ..
S ... Chief, Information Services Staff
-SUBJECT:=,f?“:ﬂifEACrZS, A Proposal té Cdﬁéblidate kgency‘
oL i el Micrographic Activities. - S
[ S 1 AT . o . .

“-Memorandum’ to the ADDA, entitled Summary

: +-2.- of Recommendation for the Consolidation
. . .of Micrographics, 'dated 16 August 1977.
. EAG 28. - ' o :

" REFERENCE:/

‘1. Action Requested: On 13 December the EAG will

‘be discussing the attached paper, which concerns recom-

mendations for consolidation of Agency micrographic
_ "~ .activities with a single program managed by the Office of
TR - Logistics, Printing and Photographic Division. In trans-
S e mitting the paper to the EAG, the ADDA suggested that an
S - Agency-wide task force should be convened to look at the
S proposal. [Paragraph 8 contains a recommendation that no
decision on a centralized micrographic program be made

until a more comprehensive and coordinated study has been
Ty
. made. . ' :

Background:

2. The proposal has aTsuperficial—appeal, dealing
with aggregate personnel, space and equipment investment
figures and asserting that savings can be achieved through

- centralization.. Regrettably, the paper 1s superficial im
its analysis, as well, and says nothing about the substance
of the programs supported by the several. separate micro-
‘graphic facilities now in use. It excuses its lack of
coordination with interested components on the grounds
that there are problems of a "sensitive juriscdictional
nature." That the sensitivity might be as subs$tantive as
jurisdictional .apparently did not occur to the authors.

A JOUR SRS JONES M
Femmigiratiog
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3. In the'DO our micrographic program 1s an
integral part of the total records ‘program. We have
given considerable emphasis to the use of microforms
over the past several years, and with the recent
-addition of| we now have all field. stations
participating in our micropublishing- program, with ,
great savings in the cost of necessary research aids and
untold savings-in secure storage space, to say nothing of

' Drawing upon -
the STAR .data base, our Computer Output Microfilm (COM)
- recorder produces over 12,000 listings per year, tailored
to the needs of individual field stations and Headquarters

STAT

. components.

Nl
8

- STAT
- [ In each case the 1list selects those data. -
which are relevant to the current operational needs of
the component |
Distribution patterns for this . highly
selective (and frequently altered) output are extremely
complex, requiring the closest coordination between
producers and operations personnel. = Andmthemdataaclearly
ﬁ%ﬁ@@ﬂi@ﬂﬂﬁﬂfﬁﬁﬁmﬁg&atiO%*%g-@g@ﬁf@l SN CESMandRie Ghoa s

|

i
A
i

STAT

STAT

5. Microfilm also plays a major part in our internal
program to limit the growth of paper files. Wemhavieslim:
part-time JadsTEs RITORpre parewZ:-fisfifes=for=tabming=andwby=
Teducing these files to microfiche we maintain a zero
growth rate in Central Files. We have some difficulty
perceiving how this function could be carried on by P&PD
in a centralized microphotography unit. ;.

/(4{{‘% Ke— -

o b - -
ot o, o) 4
z,w*“';f’ \Q_ jﬁ“@L\ -

i ;. ;ji ¥

AR S
o= s Az’

Declassified in Part - Sanitized Copy Approved for Release 2012/11/01 : CIA-RDP10T01930R000100050029-3



b

— Declassified in Part - Sanitized Copy Approved for Release 2012/11/01 : CIA-RDP10T01930R000100050029-3

DeCIassi'figq in Part - Sanitized Copytﬁpﬁproved for Release 2012/11/01 : CIA-RDP10T01930R000100050029-3 ' \

£ N
STAT
l
|
|
: . 7. - The paper alleges that Agency Tesources used for . -
‘micrographics continue .to grow. Not so in the DO, where B e
- personnel .reductions and procedural stream=-timing brought -'bw*/Q“
‘a $64,000 savings in- FY 77 over FY 76...-The paper also. sy 738
asserts that a.central facility would p?ov1de a higher- 6'w@ﬁ§§
" quality product. That gores my specialists, who defy any (i '~ A

" ather component

' | i ic < ill no doubt
" ferring oursmicrographic work to the DDA wi fe
‘have g%eat appeal, given today's pressures. Before that @JW”Mi 24

-~ note.

ihej i . i ss. P peet
xtq“matgh their quality and“rgépOnleene f 3f>ﬂ_:

1 4

IR % YRéégﬁﬁéhdétioﬂfu'.The'?rqspect-threducing"the_ “b -
pO by 17 full-time and 16 part-tfime personnel by trans- -ngéh o

i

step is taken, however, the implications for the entirec@ ;J’wégﬁ
ir

‘ ; i A

) 1113 tain. adequate v

DO records system and our ability to main . : 8

compartmentation for source and methods information shoul L
"be carefully studied. The attached paper ignores these ) ?”4 1

questions. 1 urge you to avoid any commétmgnt regarding aWiO L h
central micrographic facility beyond a w1111n$ness to - %?
explore the problem, as suggested in the ADBA's t:ansmltt;

William F. Donnelly O

Atfachment: a/s




